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Purpose and Structure of Visit 


Field visit was made at request of Family Service Association of 
America field consultant to review agency's program. When visit was 
planned the executive expressed concern about the gap existing be- 
tween amily Service Bureau of Newark and FSAA. This concern is shared 
by national. Family Service Pureau has a long history of service and 


the differences that have developed can be worked out in a mutually 
satisfactory manner. 


is a charter member of FSAA. It is hoped that during the next year is 


mju 
Tto? 


Five full days were spent in the agency, March 25-29, 1963. Both prior 
to and during the visit the executive and staff were very helpful in 
preparing material for review, and making themselves available for 
consultation. All requested material was provided, and the executive 
and ataff contributed considerable time to the study process. Several 
board members made time available for conferences. Prior to the visit 
basic documents and material related to the agency were reviewed, in- 
cluding: constitution and by-laws, personnel practices, budget, annual 
report and brochures, policies related to intake and fee charging, 
board list with notations regarding length of service, number of meet- 
ings attended and committee assignment, staff lists, including training 
and experience, history and answers to questions on self evaluation 
outline prepered by executive, statistics on agency services and in- 
dividual workers' activities, reports of survey conducted by agency on 
Current Practices "mployed by Family Agencies and special project in 
Hayes Home, and previous studies made of agency. During the visit a 
substantial number of case records were reviewed, including all the 
intake (103) and closings (83--some of these were the same) for October 
1962, anda sampling of the cases solocted by the individual workers 

as representative of the agency's work. Board and committee minutes 
from 1960 on were read, Individual conferences were held with the 
executive, the director of casework, the supervisor of intake, several 
members of the casework staff and a student. Joint conferences were 
held with the oxecutive and each of the following: board president, 
chairman of Public Relations, Casework Fractices and Mombership 
Committces, and the director of Home Service, Newark Chapter, American 
Red Cross. Conference was held with tho director of the Welfare Council 
and of tho Femily and Children's Division of the Council. Regular 
meetings of the board, the staff, end a psychiatric consultation were 
attended. 


Goneral Improssions 


The board and professional staff are all sincercly interosted in 
ving tho agency give the best possible service to tho community. 

The agency is to be congratulated on its now quarters which are very 
attractive and well located. Tho staff is hard working. They should 


hee 


be commended for their high interview rate which compares very favor- 
ably to other agencies. ‘The boord is deeply concerned with problems 
of financing, with continuing annual deficits resulting from inadequate 
allocations from the United Appeals. Both board and staff may well be 
overwhelmed with the enormity of the social welfare problems they are 
facing in Newark. Understandably unable to meet all the reported 
family service needs, they have developed a program which they believe 
is the most effective one. 


It should be remembered, however, that no agency can be expected to do 
the whole job alone. Whilo the primary function of family agencies is 
casowork counseling to persons and families who are experiencing diffi- 
culties in their family relationship or in other aspects of their social 
functioning (Scope and Methods of the Family Service agency), the second 
major emphasis of a family agency is leadership in community planning 
and influencing social policy and legislation. As part of the agency's 
program the board has a responsibility to flag unmet needs in the 
community and to carry on a responsible program of leadership to get 
these recognized and met either through its own services or those of 
other agencies in the community. 


agency's program and whether it is the kind most needed from a non= 
sectarian family agency in Newark today, the agency has unfortunately 
felt attacked end criticized and tendod to defend its position and 
activities rather than being willing to look at the questions raised 
to determine whether changes might bo indicated, whatever the reasons 
may have been, the offect was to rob tho agency of extracting tho values 
in those outsido evaluations. It is obvious that tho city of Newark 
with its very extensive social needs and problems, and extremely limit- 
ed resources to moet those, proscnts a groat challongo to all social 
agencios. In viow of this it is doubly important that each agency's 
program be constantly reovaluated and modified to mako cortain cach is 
making tho maximum contribution possible in its unique aroa of respon- 
sibility. 


Agency Program 


In ronding the case records a nunber of instances were notcd whore the 
agency has boon holpful to tho client and whero the workers have shown 
skill in diagnosis and troatmont., Cortain facts and trends omorged, 
however, which raise questions for further consideration and study 
Thoy arc: 


When previous studies have raised pertinent questions regerding this i) 


a.Tho major omphasis of tho agoncy's casework program, as ro- 
voaled in answers to questions in tho solf-ovaluation out- 
lino and in the many records road, is oxpert counsoling to 
motivated clients in rolation to omotional or psychological | W) 
probloms, hile this is a valid sorvice of a family agency, 
it is only one facet of family casowork, end would appoar 
to be very limited in view of the necds for family sorvico \ 
that havo boon cited in Newark and aro apparent in many of 
tho records road, Takon alone, it is a self-limiting factor 
tonding to discriminate against a groat many clients woll 
servod by most family agencics. ‘The agency's purpose as 
dofined in tho now constitution would suggest a far broader | 
casowork program. 


Tho agoncy has become known in tho community as spocializing 
with this cliont group and type of service to the extent that gy 


ageneios and community leaders havo quəstionod where thoy 

could ‘ot moro generalized fanily cssowork sorvices such as 
those usually given by the nonsectarian family service agency. 
Tho Protestant group in the city havo boon particularly con- 
cernod about filling this gap in the agency's servicos, and 
there has been a movoment toward expanding the Goodwill Mission 
to give family casowork services, and to develop other services 
starting with friendly visiting undor tho auspices of tho Nowark 
Council of Churchos. According to the minutes soveral board 
mombors havo noted this and quostioned whether the proposed 
agoney may be duplicating the sorvice of the FSB. Tho Child's 
Servico association now specializing in protective services be- 
cause of the grsat nod in this aroa, is also roportodly ox- 
tonding casowork services and holp to some multiproblom familics 
that would normally be the responsibility of the family sorvice 
agency in an effort to provent complote family breakdown. 


While it is recognized that no family service agency can be a 
coverage agency today, moeting all the necds for fomily case- 
work in its community, it is recommended (soo Range and Emphe~ 
sos Report, 1963) that every family agoncy try to provide a 
broad family casowork program that will encompass a broad range 
of services and problems, rather than specializing in ono area. 
This agoncy's presont program scoms to 

dircetion of a clinic aprronch, than a bosic family casowork 
program. If this continues it moans that there is a serious 

ack of nonsectarian family cascwork sorvicos in tho network of 
Nowark agoncics. hils it is obvious the present staff coul 
kcop complotoly occupied wish the  ourrent. proavak an LANI the 
board has to dotormine 2 is isthe most 
appropriate omphasis.for a nonsoctarian family servico agoncy 
with ths nodponatbitit serving the Clty of oek ane ae 
Joining ae E ee ETE CEIT family 
Servico agoney hes the responsioility as a community social 
agoney of not only holping those who sack out its sorvices, but 
of knowing the total community nosds and making sure that its 
spocific professionel services aro boing dirscted whore thoy 
will bo most effective, taking into consideration tho casoworle 
nosds of the total community and other agencios available 
givo this sorvice. 


b. In rovicwing the intake and continued cases it was obvious 
that a considorable number of applications never moved beyond 
the tolephone conversation with the intako worker, sither re- 
fusing or failing to keep an initial appointment, although 
their roquost for servico seemod appropriate to a family service 
agoncy; and that a significant number failed to continue aftor 
ons intorviow, oven though a continuod service was indicatod. 
It is sugg.stod that thoso bo oxamincd. All family agoncios 
havo a numbor of casos closed after telephone contact only, or 
ono intorviow. In many of thoso, however, the required sorvice 
has boon completed and thero is no quostion of continuing. In 
thoso, howover, where the servico has not beon completed, and 
continuation is indicated, there is reason for examination as 
thoso ropresont not only a service not given but sometimes a 
loss of professional time thet might havo boon more profitably 
invostod. 


(Q) 


ake 


Intake in a family service agoncy requires the vory best skill 
in diagnosis and involving the client in a troatment plan, In 
this agency thore is considerable pressure on the intake worker. 
In addition to the large number of telephone ealls and other 
collateral work that is inevitably involved with intako, sho 
has a vory high number of in-person interviews. This ma; 
interfero with some of the collateral work and a reaching out 
that might onable some of these clionts to continuo and bo 
helped. More basic, however, appear to be some of the agency's 
policios rcgarding service, and the problems caused by the 
mothods of roforral used by other agencies, which will bo dis- 
cussed in the following paragraphs. 


c. The agoney's emphasis on tho approsch to family problems 
through individual d be exomined, as was ro= 
comicndsd in tho FSAA study made in 1960. In some instances 
this is tho bost and only treatment approach. In many others, 
howover, agencies are finding that a family centered approach, 
with oithcr joint or individual intorviewing, is far more 
effective. It is interosting to note that several applicants 
requosted joint interviows and thon oither refused to come in 
or failed to continuo after one or two interviows whon the 
agency hold to individual intorvicws. 


In a number of cases read, some of which discontinuod without 
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help snd some of which were helpod, troatmənt might havo boon \\ PG) 
i 


enhanced or accolerated had othor mombers of the family beon 
seon, rathor than just one individual. This was particularly 
truo in parcnt-child casos, and somo maritals. It is recognized 
that the child is often helped through holping the parent, but 
it has also boon demonstrated that it is often important to sce 
both peronts and the child to get an accurate diagnostic under- 
standing of tho total family. Agencics have found that in 
somo cesos moro help can be givon, faster, if the children are 
dir.ctly involved, and that in somo this is essential if any 
help at all is to bo given. Many agencies have found that by 
scoing tho childron directly as woll as the parents thoy can 
do a pravontive job. Othors havo found that by focusing on 
tho whole family rather then on one individual they can holp 
familios who could not havo tolorated an individual focused 
troatmont. Ono case road in this agoney where the worker in- 
volvod tho child with excellent results shows the advantages 
of this typo of treatmont. Howover, tho agency appeared to 

be working diroctly with roletively fow children and tconagers, 
though many of the cases involvod their problems, Moro floxi- 
bility is ncoded in deciding which mombers of the family should 
be soon. A rigid policy of always socing the child could also 
be vory limiting. 


d. In somo of the casos rend it appoared that the service might, | \ 


have boon moro helpful if the treatment goals had boon mor 
limitod and more rolated to the probloms prosented, rathor{ the 
person's life adjustment. In tho cesoload reviewod, thoro“was 
a markod lack of homo visiting, referrals and assistance with 
environmental problems, and a preponderance counseling 
focused on thd clicnt's emotional problems. 


o. Tho agoncy has abandoned its previous mothod of kcoping 


records on cards and is now using the traditional folders again. , 5) 
Those aro much less cumbersome and seom far moro officiont. Some 


— 
dictation is summarized, rathor than recording oach intorviow. 

It is rocommonded that mors of this be done, with omphasis on 
rooording tho worker's diagnostic thinking, tdatnene plaid) ED 
and evaluation of progross at appropriate intorvals in tho case, 
as outlined in FSAA's draft statomont on qualitative stendards, 


f. At tho prosont time the agoncy is socing very few oldorly 
persons. As thero is» large agod polulation in Nowsrk, tho 
question israisod as to why this sgoncy is not offering more 
sorvicos to thom, The Jewish agoney hos a very activo program, (6) 
but apparontly thore have been no family casowork servicos 

developed in Nowark for tho non-Jowish agod group. Tho impress- 

ion is that thoir needs may bo groat, and that somo oxamination 

of this should be the responsibility of this agoncy. 


g. In studying the intake end talking with staff it is obvious 
that thore is a vory roal problom in some of the roforrals to 
tho agency. School referrals aro oxtromely poor. Thore is a 
lack of clarity rogarding the reason for rəforral, ofton the 
cliont hrs not boon proporly proparcd, sppropriate material 
that would help tho agency in serving tho family is apparontly 
not forthcoming, ond tho client ofton never comes for tho in- 
itial interview or drops after one intorviow. Thus, casos 
nocding help are lost, and professional time is wasted in tho 
process, This is espocially significant since the school is 
reported to have many more cascs which need family casowork. 
Lack of clarity md appropriato roforral procedures woro also 
notcd wit: several other agencies, including the ANRE boil past 
It is strongly recommended that tho_agone o work out 

a plan for moro effective roforrals particulari, EA 
Ta viow of soms or the problans Fopoktod IF Would com Important — portan 
to got boyond the point of criticism and justification, and 
examine somo specific cases to find out what tho problems are 
and how school and egoncy can work togethor moro offoctively. 

It would soom well to involve tho Family and Childron's 

Division of the Council in this. The family sorvico agoncy 

can make a vory valueblo contribution through working closcly 
with tho schools, and in most agencies the schools are a major 
source of roforral, Relationships with other community egoncics 
and roforrals from them @hould also bo considored in roviowing 
the agoney's program and services. 


Aroa Covered 


Of the familios sorvod in 1962, a significant number livod outside of 
Newark, Irvington, and West Hudson. According to its intake policy 
tho agoncy says it sorves residents outside this area (1) if the momber 
of tho family is omployed within tho area, (2) if there is no local 
family sorvico evailsble, or (3) if tho client wants to sock holp in 
Newark for reasons of anonymity. In viow of the obvious limitations 

in the agency's staff and budget, and tho need for additional family 
casework servicos reported in the Nowark aroa, oxtonsion of agoncy 
servicos in this fashion is questioned. With tho groat number travel- 
ing into the Nowark aroa daily for cmploymont, it sems quostionable / g 
whethor this agoncy with its prosent budget and staff could ovon bopo 
to give rosponsiblo coverage to this group in addition to the residents 
of tho area, to say nothing of tho othor two groups montionod. 


Survey on Curront Practices Employed by Family Agencies conducted in 60-61 
It should bo noted that the Research dopartment at FSAA questioned the 


tbe 
mothods and results of this hc en it was brought to ie atten- 
tion in tho carly summor of 1961. From tho minutes read it would 
appoar that thos? questions outlined in a lotter sent July 10, 1961 
were not discussod by the committos or tho board. This dopartmont is 
available to consult with Mombor Agencios in tho planning of survoys 
and resoarch projects. Through thelr spocializcd knowledge thoy can 
help agencies coordinate research efforts and uso t ho time they have 
available for rosoarch in tho most constructive fashion possiblo. 


Board Structurs and Activity 


The Newark Board has had a group of dedicated members who have sorvod 
the agency long and faithfully, giving vory conerously of their timo 
and energy. There has not, however, boen any rotation policy, rom 
commended by FSAA in 1960, with the rosult that members dovoted to 
the agency have tended to stay on the board for very long poriods. 


This has of nocessity affected board attendance and activity, and 

seriously limitod tho olsction of new mombers. Qyestion has been 

raised as to how woll tho board reprosonts tho various leadership 

groups in Newark today. At the time of tho study 11 of 25 mombors a) 
had boen on tho board 10 or more yoars, 8 of those ovor 15 yoars, ox~ 
tending as long 2s 30 years. Attendance at board meetings has been 

poor, avoraging 10 out of 25 present, for the 12 months roported prior 

to tho study. FSAA rocommends a quorum of ono more than half the board 

13 in this instanco; the quorum provided in the agency's by-laws is 

only 10. Only 8 or 25 members attondcd 6 or more of the 9 moetings; 


one missed all tho moetings, missed 8 moctings. 


In a complox and rapidly changing city such as Newark it is ospecially 
important to provido for a healthy flow of now board membors so that 
the total board st any one timo is broadly roprosentative of various 
elements in tho city. This is imperative if the board is to roprosent 
the agency in the community and to havo firsthand information that will 
be of holp in program planninz and policy making. Some agoneies havo 
provided for this by having automatic rotation off tho board after 
servico 6 or 9 yoars, with reelection possiblo after ono yoar. Somo 
agoncies got tho samo results through the cfforts of an active Nominat- 
ing Committce functioning onexyear round basis. While it is important 
to have enough floxibility to rotain as board mombers porsons who have q 


shown outstanding leadership quelitios and waose continuing participa- 
tion in policy making is cssential, if too many aro retaincd ovor too 
long a poriod tho managemont of tho agency is confinod to too small a 
group and thero is no opportunity for now groups to be represented and 
now leadership to dovelop. In somo instancos agencios have honorod 
those who havo givon unusual leadership snd service over a long period, 
and aro still maintaining this intorost in Family Sorvico, by olecting 
them as honorary trustces. In addition to being broadly representative 
of the difforont sogmonts in the communitics served, the board of tho 
family agoney should heve mombors who aro able to oxerciso leadership 
in the community, to invest both time and talent in the work of the 
agency, to think indopendently but at the some time consider differ- 
ing points of viowobjectively, te havo a commitment to the agoncy's 
purpose of strongthoning family life, and a desiro to sorve the 
community, plus a readiness to work in partnorship with other board 
mombors andthe agency's professional staff. 


Committeo Structuro and Activity 


Much of tho work of studying and assomblying facts and policy material 
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for final action of tho board is dono by committoos. Soven standing 
Gommitteos aro found to be essential to tho operation of a voluntary 
family azoncy; those are: Fxecutive Committee, Financo, Nominating, 
Porsonnol, Fublic Rolstions, Casework Policy, ond Public Issuos. “hile 
the Family Sorvico surcau bas essentially these committoos, though in 
some instanecs thoy are combined with othor functions, committce work 
would be strongthoned if their purposcs and activitios wore moro cloarly 
defined. 


It is especially important for tho Nominating Committee to function on 
a year round basis. This committee Should givo continuing consideration 
to the eritoria for board momborship. It is the eyes and cars of tho 
board; it should discover promising sociclly-minded persons who can bo 
brought into tho work of the agency, ond seo that inactive persons are 
dropped. 


Public Relations Committee should hrvo a broador program with definite 
goals. Tt is important for this committce to analyze tho agency's 
program as thoso rolate to the public interest and to devolop a sound, 
long rango public rolntions program using verious public rolations 
techniques. Matorial and consultation aro available from FSAA for 
guidance in this, Tho committe should bo alert to the public attitude 
toward tho agoney, positivo and negativo, should find out tho roasons, 
and plan a program aimed to increase both the agency's clientele and 
financial support. Actual fund raising, such as boncfit porformancos, 
might bettor bo assigned to another committoo, as the public relations 
job should be a full-time one for a committoo. 


The Casework Policy Committce should be ono of tho basic committees in 
a family agoncy ters would bo the committees to review the agoncy!s 
program in rolntion to community necds and to make recommondations to 
the board for chango in omphases or services offcred. Through studying 
how familics noods aro boing mot end gaps in services, it can rocomnond 
changos in policios thot may bo requircd, Questions about intake 
polleios, foo charging, ete, should bo discussod end studlod by this 
vommittoo. In Nowark the cliont intorviows which this committce has 
now hold over a poriod of years have boon the major committoo activity, 
except for a rovicwof the foo scale. As wes pointed out in the FS. 
study of 1960, this is a far too limited usc of a Casowork Policy 
Committoo. It is strongly recommended again that this committoc's 
scopo bo broadened, with omphasis on its rosponsibility for studying 
how tho noods of fanilics are boing mot, whore tho gaps in servico aro, 
and making rocommendations to the board rogarding possible changes 

the agency's casework program and policios within which tho sorvicos 
aro rendorcd. A FSAA statement outlining tho role of this committee 

is nttachod. 


Community Planning and Social Action 


Attention is collod to the socond major function of the family agency, 
participation in community plenning and public issues. In the past 
this agoncy hes given excellent leadership in the development of hoalth 
and welfare rosources in Newark and tho state. One of tho largost 
ageneics in tho stato, located in the largost city, it is in a strategic 
position to obsorvo tho social forces affocting families and tho gaps 
Fe social welfare planning, It is strongly recommended that the board 
heronso thoir activities in this aroa assuming a responsible leadership 
rolo. It is significant that tho Public Issues Committee is currontly 
combined with ono on Constitution and By-Laws, and that tho activity 
has beon almost ontirely conterod in the latter area. This should be 

a soparat> committoo, with cloarly dofined purpose, working activoly 
and ciescly with other committeos and feeding pertinent material to the 
board for discussion and action. 


“Be 
fombership 


The idoa of developing a membership, which tho board was exploring at 
the timo of the study, is strongly ondorsod, Such 2 momborship can 
strengthen tho agoncy's roots in tho community, serving as its informod 
ronstituoney, giving it backing nt times, holping to koop it related 

so tho nocds of tho community, and interpreting thè agency to a wider 
group. In many agoncics members served on selected board committeos, 
iclp with mootings and public rolations activities, and assist with 
fund raising activitics. Mombership is usually open, duos vary, but 
are usually nominal to dofray costs of mailings and moctings, with the 
oxcoption of somo provision for contributing or sustaining members who 
pay largor foos. It is important that the purpose of tho memborship 

pe defined and activitios planned. Material on memberships is available 
from the FSAA Library. 


Budget and Financing 


Tho United Appoals allocation has increased by only $1000 sinco tho FSAA study 
in 1960. At thet timo it was noted that this allocation had decroased 

in actual dollars over tho yoors, a roversal of the national trond. Evon 
though dlocations to family agencies in other areas havo not kopt pace 

with agencies! noods, they have tended to increase over tho samo yoars. 

Tho rorsons for tho reduction in this agoncy!s allocations should be 
examined. Whilo tho agency has been fortunate in increasing its capital 
funds despite having to uso them for current purposcs, future financing 

will have to bo roviowed es tho deficits aro incronsing. Tho whole 

quostion of financing appears clesely related to program. Question is 

raiscd whothor oxtonding tho agency's enscwork program might not in- 

croaso its support by the community. Ccrtainly if othor agoncies do- lò 
volop to fill tho gaps in this agoncy's sorvices tho financing of tho 

future will bo ovon moro difficult. With the need, which has beon 

citod, for moro family cesework sorvicos in Nowark ovory offort should 

bo made to got moro adequate financing through the United Appeals, and 

to develop, ^s has boon stated with the thoatre bonofits, supplom-ntary 
moans of financing. It is important that the board take rosponsibility 

for cxamining tho reasons for the vory limited allocation, and prom 

sonting tho agoneyts neod to tho United Appoals. 


Conclusions 


This agency appears to be at a crucial spokt in its history. In lino 
with momborship roquirements of FSAA it should givo serious considera- 
tion to tho following recommendations. 


l. Board end staff oxamine how effectively the agoncy's present caso- 
work program is related to the community's current noods for family |) 
sorvico. 


2. Develop moro floxibility in casowork approach and mothods of troatmont ) 


3. Vork with othor agencies, ospocially tho schools, through the Family l 


and Childron's Division of the Council, to develop more offoctivo 
referrals and botter services to the clionts. 


ll. Sxplore ways suggested to strongthon board and committeo activity. 
5. Tako a moro activo role in community planning and public issuos. 


FSAA recognizes that this agency faces grcat problems in providing 
cffective family sorvice coverage in Nowark, and that both board and 
staff havo givon gonerously of themsclvos. As a national service we 
stand ready to holp tho agency broaden and strengthon its family 
servico plan. 


